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EXECUTIVE  SUMMARY 


The  purpose  or  this  study  is  to  discuss  the  principle  of  Manage- 
ment BY  Objectives  and  to  apply  it  to  the  problem  of  staffing  civil- 
ian POSITIONS  IN  AN  ArmY  PROJECT  MANAGEMENT  OFFICE.  ThE  EMPHASIS  IS 
ON  THE  IMPORTANCE  OF  PEOPLE  AS  BEING  THE  INTEGRAL  PART  OF  ORGANIZATIONS 
AND  MANAGEMENT. 

The  Management  By  Objectives  Principle 

The  paper  discusses  Management  by  Objectives  from  the  point  of 

VIEW  OF  A NEED  TO  RECOGNIZE  THOSE  EMPLOYEES  WHO  ARE  ACHIEVEMENT- 
MOTIVATED  AND  TO  BE  ABLE  TO  OFFER  THEM  o PPORTUN I T I ES  AND  CHALLENGES 

IN  THE  Project  Management  field  which  will  fill  their  needs.  It 

FURTHER  POSTULATES  THAT  TRADITIONAL  MANAGEMENT  BY  PROCEDURES  METHODS 
ARE  NOT  APPLICABLE  TO  THE  PROJECT  MANAGEMENT  ENVIRONMENT  WHICH 
NECESSITATES  AN  AWARENESS  OF  THE  MANAGEMENT  BY  OBJECTIVES  APPROACH. 

Management  by  Objectives  in  Army  Project  Management 

This  section  discusses  the  acknowledgement  of  the  value  of  Manage- 
ment BY  Objectives  in  Project  Management  efforts  within  the  Department 
OF  Defense  and  cites  instances  of  DOD  policy  statements  on  the 
SUBJECT.  References  are  made  to  statements  by  DOO  officials  who 
HAVE  stressed  THE  CHALLENGES  OF  PROJECT  MANAGEMENT  AND  THE  NEED  FOR 
IT  TO  BE  PEOPLE-ORIENTED.  ThERE  IS  ALSO  DISCUSSION  OF  THE  ISSUE  THAT 
IN  today's  DOD  ENVIRONMENT  PROJECT  MANAGEMENT  MUST  CONCENTRATE  ON  THE 
CRITERIA  OF  THE  EFFECTIVENESS  AND  UTILIZATION  OF  THE  PERSONNEL  RESOURCES 


I I 


AVA I LABLE 


Staffing  a Project  Management  Office 


This  section  deals  with  the  various  aspects  and  considerations 
IN  the  staffing  of  an  Army  Project  Management  Office.  It  follows 
THE  flow  of  staffing  AUTHORITY  THROUGH  THE  PROJECT  MANAGER'S  CHARTER 
AND  VARIOUS  ArMY  POLICY  DOCUMENTS,  FINALLY  CULMINATING  IN  THE  T ABLE 
OF  Distribution  and  Allowances  which  establishes  the  manpower  author- 
ized TO  the  Project  Management  Office.  The  process  of  the  recruiting 

AND  SELECTION  OF  CIVILIAN  PERSONNEL  TO  STAFF  THOSE  AUTHORIZATIONS  IS 
DISCUSSED  IN  relation  TO  THE  MANAGEMENT  BY  OBJECTIVES  CONSIDERATIONS 
DEVELOPED  EARLIER. 

Constraints  Imposed  by  the  Civil  Service  Environment 

This  section  discusses  the  potential  inhibiting  constraints  with 
WHICH  A Project  Manager  may  find  himself  involved  when  staffing  an 

OFFICE.  To  BE  SURE,  IT  DOES  NOT  ATTEMPT  TO  EXHAUST  THE  SUBJECT,  BUT 
IT  DOES  PROVIDE  SOME  INSIGHTS  WITH  WHICH  TO  BEGIN  DEEPER  ANALYSIS 
DEPENDING  UPON  INDIVIDUAL  C I RCUMS T AN CES . 

CqnCLUS  I ON 

The  CONCLUSIONS  drawn  from  this  study  make  it  APPARENT  THAT 
Management  by  Objectives  offers  a great  deal  toward  the  betterment 
OF  military  Project  Management  efforts.  Management  by  Objectives 
SHOULD  BE  GIVEN  CAREFUL  CONSIDERATION  DURING  THE  STAFFING  OF  CIVILIAN 
POSITIONS  IN  THE  PROJECT  MANAGEMENT  OFFICE;  HOWEVER,  THERE  ARE 
NUMEROUS  REAL  CONSTRAINTS  TO  THE  TOTAL  ACHIEVEMENT  OF  THAT  OBJECTIVE. 
NoNTHELESS,  the  SUCCESSFUL  PROJECT  MANAGER  WILL  FIND  THE  MEANS  TO 
SUMOUNT  THESE  PROBLEMS,  JUST  AS  HE  WOULD  DO  FOR  THE  OTHER  PROBLEMS 
CONFRONTING  HIM  AND  HIS  PROJECT. 
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I NTRODUCT I ON 


The  purpose  of  this 

STUDY 

1 S 

TO 

D 1 SCUSS 

THE  PRINCIPLE 

OF  Manage- 

MENT 

BY  Object i ves  and  to 

APPLY 

IT 

TO 

THE  ENV 

IRONMENT  OF  AN 

Army  Project 

Manag 

EMENT  Off  I CE,  PART  1 CU 

LARLY 

FOCUSING  ON  T 

HE  PROBLEM  OF 

STAFF  1 NG 

OF  CIVILIAN  POSITIONS  IN  THE  ORGANISATION.  DuE  TO  THE  CURRENT  EMPHASIS 
PLACED  ON  CREATING  AN  ATMOSPHERE  IN  WHICH  THE  BASIC  TENETS  OF  MANAGEMENT 

BY  Objectives  may  flourish,  this  study  will  attempt  to  assess  some 

OF  THE  "real  life"  PROBLEMS  IMPOSED  BY  THE  CURRENT  CIVILIAN  PERSONNEL 
SYSTEM  TO  THE  SUCCESSFUL  IMPLEMENTATION  OF  THAT  OBJECTIVE  IN  STAFFING 

AN  Army  Project  Management  Office. 

There  are  many  management  problems  involved  in  Army  Project 
Management.  One  which  has  surfaced  repreatedly  during  the  process 
OF  instruction  and  discussion  at  the  Defense  Systems  Management  School, 
Program  Management  Course  73"^^  has  been  the  issue  of  people.  Visiting 
Project  Managers  and  other  distinguished  guest  speakers  have  stressed 
THE  importance  OF  THE  QUALITY  AND  MOTIVATION  OF  THE  PERSONNEL,  FROM 
THE  Project  Manager  down  to  the  lowest  grade  functionary  in  the 
Program  Office.  One  visiting  Army  PM  summarized  the  situation  quite 


*Absta i ner 

This  study  represents  the  views,  conclusions  and  recommendations  of 
THE  AUTHOR  AND  DOES  NOT  NECESSARILY  REFLECT  THE  OFFICIAL  OPINION  OF 
THE  Defense  Systems  Management  School  nor  the  Department  of  Defense. 
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SUCCINCTLY  BY  STATING  THAT  OF  ALL  THE  ASSETS  INVOLVED  IN  THE  MANAGEMENT 
OF  THE  PROJECT,  PEOPLE  ARE  THE  MOST  IMPORTANT  SINGLE  ASSET.  If  ONE 
REFLECTS  ON  THAT  STATEMENT  WHILE  TAKING  INTO  ACCOUNT  THE  NATURE  OF 

Army  projects  and  their  complexity,  the  importance  of  such  a statement 

BEGINS  TO  GROW» 

Before  continuing  the  pursuit  of  the  importance  of  people  in  a 

PROJECT,  A BRIEF  ANALYSIS  OF  WHAT  A PROJECT  INVOLVES  WILL  SERVE  TO 
PROVIDE  THE  PROPER  ENVIRONMENT  FOR  THIS  STUDY.  "ThE  CONCEPT  OF  PROGRAM 
MANAGEMENT  IS  TO  PROVIDE  CENTRALIZED  MANAGEMENT  AUTHORITY'  OVER  ALL  OF 
THE  TECHNICAL  AND  BUSINESS  ASPECTS  OF  A PROGRAM."'  The  EVOLUTION 
OF  THAT  CONCEPT  GREW  FROM  A PERCEIVED  NEED  TO  HANDLE  EXTRAORDINARY 
PROGRAMS  WITH  AN  EXTRAORDINARY  APPROACH.  PROJECT  MANAGEMENT  RESULTED. 

As  EMPHASIZED  BY  DEPARTMENT  OF  DEFENSE  DIRECTIVE  5OOO.I,  PROJECT 
Management  of  the  acquisition  of  major  weapon  systems  |s  characterized 

BY  A FLEXIBLE  APPROACH  TO  THE  PLANNING,  DIRECTING  AND  CONTROLLING  OF 
THE  task  at  HAND.  The  NEED  TO  TAILOR  THE  MANAGEMENT  OF  A PROJECT 
BASED  ON  THE  NATURE  OF  THE  PROBLEMS  FACED  IMPLIES  THAT  A GREAT  DEAL  OF 
RESPONSIBILITY  IS  ATTACHED  TO  THE  INDIVIDUAL  AND  COLLECTIVE  PERSONNEL 
ATTACHED  TO  THE  PROJECT. 

Given  the  environment  of  Army  Project  Management,  a discussion 

OF  THE  ORGANIZATION  AND  MANAGEMENT  OF  A PROJECT  MANAGEMENT  OFFICE  IS 
REQUIRED,  SINCE  IT  IS  THE  ORGANIZATIONAL  ATMOSPHERE  THAT  IS  AT  THE 

'introduction  to  Military  Program  Management  with  an  introduction 
BY  David  Packard',  (Wash  ington,  DC;  Logistics  Management  Institute,  197')^ 

p.  2. 
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CORE  OF  THIS  STUDY.  WhAT,  IN  GENERAL,  ARE  ORGANIZATIONS,  AND  WHAT  IS 
MANAGEMENT?  ACCORDING  TO  KaST  AND  RoSENZWEIG,  ORGANIZATIONS  ARES 


(l)  Goal-oriented,  people  with  a purpose;  (2)  psycho- 
social, PEOPLE  working  IN  GROUPS;  (3)  TECHNOLOGICAL 
SYSTEMS,  PEOPLE  USING  KNOWLEDGE  AND  TECHNIQUES;  (4) 


AN  INTEGRATION  OF  STRUCTURAL  ACTIVITIES,  PEOPLE 

2 

WORKING  TOGETHER.'^ 


This  very  good  description  of  the  mechanics  of  what  drives  an  organ- 


ization SUGGESTS  that  ORGANIZATIONS  ARE  MORE  THAN  STRUCTURES  TO  BE 
DISPLAYED  ON  CHARTS.  ORGANIZATIONS  RELY  ON  MANAGEMENT  FOR  DIRECTION 
TOWARD  OBJECTIVES  OF  THE  ORGANIZATION.  KaST  AND  RoSENZWEIG  SUGGEST 
MANAGEMENT  IS  ACCOMPLISHED  BY  FOUR  BASIC  ELEMENTS:  "(l)  TOWARD 

OBJECTIVES,  (2)  THROUGH  PEOPLE,  (3)  VIA  TECHNIQUES,  AND  (4)  IN  AN 
ORGAN IZATI0N."3  The  TASK  FACED  BY  MANAGEMENT  IS  ONE  OF  INTEGRATING 


THE  frequently  DIVERGENT  ELEMENTS  WHICH  COMPRISE  THE  ORGANIZATION  IN 
WHICH  MANAGEMENT  OPERATES.  IT  INVOLVES  THE  COORDINATION  OF  THE  ORGAN- 


IZATIONAL RESOURCES,  BOTH  HUMAN  AND  MATERIAL,  TOWARD  THE  ACCOMPLISHMENT 
OF  OBJECTIVES. 

As  STATED  EARLIER,  THE  MOST  IMPORTANT  SINGLE  ELEMENT  OF  ALL 
THOSE  ELEMENTS  APPLICABLE  TO  ANY  ANALYSIS  OF  ORGANIZATION  AND  MANAGE- 
MENT, AND  PARTICULARLY  CRITICAL  TO  PROJECT  MANAGEMENT,  IS  THE  PEOPLE 
ELEMENT.  HAVING  CREATED  A GENERAL  ENVIRONMENT  AND  PHILOSOPHY  FOR  THIS 
STUDY,  THE  PRINCIPLES  OF  MANAGEMENT  BY  OBJECTIVES  AND  ITS  APPLICATION 
TO  CIVILIAN  STAFFING  OF  AN  ArmY  PROJECT  MANAGEMENT  OFFICE  WILL  BE 


D ISCUSSED. 


^Fremont  E.  Kast  and  James  E.  Rosenzweig,  Organization  and 
Management:  A Systems  Approach  (New  York:  McGraw-Hill  Book  Company, 

1970),  P.  (^. 
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THE  MANAGEMENT  BY  OBJECTIVES  PRINCIPLE 


In  today’s  business  world,  top-level  managers  are  becoming 

INCREASINGLY  AWARE  THAT  OLD  WAYS  OF  MOTIVATING  EMPLOYEES  ARE  BECOMING 
LESS  EFFECTIVE  IN  THE  MODERN  ENVIRONMENT  THAT  EMPHASIZES  A HIGH  DEGREE 
OF  INDIVIDUAL  FLEXIBILITY  AND  RESPONSIBILITY  IN  ACHIEVING  CORPORATE 
OBJECTIVES.  The  type  of  employee  referred  to  in  THIS  TREATISE  IS  ONE 
WHO  OPERATES  IN  AND  IS  PART  OF  THE  MANAGEMENT  LEVEL  STRUCTURE.  ThIS 
EMPLOYEE  IS  ASSUMED  TO  HAVE  HIGHER  ASPIRATIONS  IN  TERMS  OF  PERSONAL 
AND  PROFESSIONAL  ADVANCEMENT  IN  THE  MANAGEMENT  FIELD.  ThE  PARTICULAR 
EMPHASIS  IS  ON  THAT  TYPE  OF  EMPLOYEE  WHO  IS  WORKING  IN  AN  ENVIRONMENT 
WHERE  THE  MANAGEMENT  PROCESS  ITSELF  IS  OF  THE  GREATEST  IMPORT,  RATHER 
THAN  FINITE  PRODUCTS  WHICH  MIGHT  BE  MANUFACTURED.  It  IS  THIS  KIND 
OF  MILIEU  THAT  CHARACTERIZES  PROJECT  MANAGEMENT.  ThE  HIGH  DEGREE  OF 
TECHNICAL  AND  MANAGERIAL  COMPETENCE  REQUIRED  BY  PROJECT  MANAGEMENT 
EFFORTS  requires  A TYPE  OF  EMPLOYEE  WHO  CAN  AND  WILL  WILLINGLY  ACCEPT 
NEW  AND  DIVERSE  CHALLENGES.  LEADERS  IN  THE  FIELD  OF  PERSONNEL  MANAGE- 
MENT ARE  CALLING  FOR  TOP-LEVEL  MANAGEMENT  TO  RECOGNIZE  AND  UNDERSTAND 

THE  NEEDS  OF  EMPLOYEES  WHO  ARE  ACHIEVEMENT-ORIENTED  AND  TO  DEVELOP 

li 

FUTURE  MANAGERS  WHO  CAN  MEET  THE  DEMANDS  OF  THE  MODERN  WORLD. ^ 

The  principle  of  Management  by  Objectives  has  evolved  from  the 

AWARENESS  THAT  TRADITIONAL  BUREAUCRATIC  METHODS  OF  MANAGEMENT  BY 

Procedure  are  inadequate  to  meet  rapidly  changing  needs  of  today's 

Virgil  B.  Day,  "Managing  Human  Resources  in  the  Seventies," 
Personnel  Administration,  XXXIII  (Jan-Feb,  \310),  p.  25. 
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ORGANIZATIONS  AND  MANAGERS.  In  HIS  BOOK,  MANAGEMENT  BY  OBJECTIVES  IN 

Act  I ON,  John  W.  Humble  defines  Management  by  Objectives  as 

A DYNAMIC  SYSTEM  WHICH  SEEKS  TO  INTEGRATE  THE  COMPANY'S 
NEED  TO  CLARIFY  AND  ACHIEVE  ITS. ..GOALS  WITH  THE 

manager's  need  to  contribute  and  develop  himself.  It 
IS  A demanding  and  rewarding  STYLE  OF  MANAGING  A 

BUS  I NESS  P 

Humble  elaborates  on  the  subject  further  by  quoting  an  early  pioneer 

IN  THE  FIELD,  PeTER  F.  DruCKER,  WHO  STATED 

Management  by  Objectives  tells  a manager  what  he  ought 
TO  DO.  The  proper  organization  of  his  job  enables  him 
TO  do  it.  But  it  is  the  spirit  of  the  organization 

THAT  DETERMINES  WHETHER  HE  WILL  DO  IT.  It  IS  THE  SPIRIT 
THAT  MOTIVATES,  THAT  CALLS  UPON  A MAN ' S RESERVES  OF 
DEDICATION  AND  EFFORT,  THAT  DECIDES  WHETHER  HE  WILL 
GIVE  HIS  BEST  OR  DO  JUST  ENOUGH  TO  GET  BY.^’ 

Humble  further  analyzes  the  departure  from  traditional  values 

REPRESENTED  BY  MANAGEMENT  BY  OBJECTIVES  WHEN  HE  CHARACTERIZED  THE 

TRADITIONAL  STYLE  OF  ATTEMPTING  TO  "MANUFACTURE"  MANAGERS  THROUGH  A 

PROCESS  OF  FORMS,  PROCEDURES  AND  MANUALS.  He  SUGGESTS  THAT  AN 

"aG  ICULTURAL"  analogy  RATHER  THAN  AN  "INDUSTRIAL"  ONE  SHOULD  BE  USED 

IN  ORDER  THAT  PEOPLE  (mANAGERs)  MIGHT  GROW  IN  A FAVORABLE  ENVIRONMENT 

RATHER  THAN  BE  MADE.^  HuMBLE  FURTHER  POSTULATES  THAT  THE  PRINCIPLE 

OF  Management  by  Objectives  differs  from  procedural  management  in  that 

...MOST  managers  WILL  RESPOND  WITH  VITALITY  TO  REALLY 
CHALLENGING  OBJECTIVES  IF  THEY  ARE  INVOLVED  IN  ESTAB- 
LISHING THEM. ..AND  IF  THE  ORGANIZATIONAL  CLIMATE 
ENCOURAGES  IT.” 


^JoHN  W.  Humble,  ed..  Management  by  Objectives  in  Action,  (London 
McGraw-Hill  Publishing  Company  Limited,  1970)j  preface. 

^Ibid. 

(|bid,  p.  10. 

Q|bid.  p.  17. 
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MANAGEMENT  BY  OBJECTIVES 
IN  ARMY  PROJECT  MANAGEMENT 

Based  on  the  purpose  and  nature  of  military  Project  Management, 

THE  BROAD  APPLICATION  OF  MANAGEMENT  BY  OBJECTIVES  WOULD  SEEM  TO  BE 
A NATURAL  AND  DESIRABLE  OBJECTIVE,  TiME  AND  AGAIN,  VISITING  PROJECT 
Managers,  Department  of  Defense  officials  and  other  distinguished 
GUESTS  OF  THE  DEFENSE  SYSTEMS  MANAGEMENT  SCHOOL  HAVE  EMPHASIZED  THE 
NEED  FOR  Project  Managers  to  be  acutely  cognizant  that  it  is  people 
THAT  are  the  HEART  AND  SOUL  OF  THE  SUCCESSFUL  PROJECT  OFFICE.  As 
WAS  DISCUSSED  EARLIER  IN  THIS  STUDY,  THIS  CONNOTES  THE  NEED  TO  MANAGE 
THE  PEOPLE  WHO  MANAGE  THE  PROJECT,  AND  NOT  THE  NEED  FOR  THE  PROJECT 

Manager  to  attempt  to  manage  the  project  all  by  himself.  This  issue  is 

VITAL  TO  THE  UNDERSTANDING  OF  EFFECTIVE  MANAGEMENT. 

A general  manager  is  not  a "doer"  of  any  JOB  - THERE 
ARE  OTHER  MANAGERS  CHARGED  WITH  THE  DOING.  BuT  THE 
GENERAL  MANAGER  SEES  TO  IT  THAT  WHAT  HE  WANTS  IS 
DONE,  AND  WHAT  HE  WANTS  IS  A HARMONY  OF  THINGS  DONE 
SO  THAT  HIS  OBJECTIVES  ARE  ACHIEVED.  ThE  ROLE  IMPLIES 
RELIANCE  ON  OTHERS  TO  DO  THE  WORK,”  BUT  IT  ALSO 
IMPLIES  CONTROLLING  AND  COORDINATING  THE  WORK  SO 
THAT  NO  ONE  ASPECT  DOMINATES  OTHERS  TO  THE  DETRI- 
MENT OF  THE  HARMONY  OF  THE  WHOLE 

Official  recognition  within  the  Department  of  Defense  for  the  applica- 
tion OF  Management  by  Objectives  to  the  Project  Management  organization 
IS  evidenced  by  a statement  in  AFSCP  80O-3  that  Management  by  Object- 
TIVES  "...IS  MOST  appropriate  WHEN  INNOVATION  OR  TAILORING  IS  REQUIRED 

.rIO 

TO  MOST  effectively  PURSUE  THE  TASK.  THIS  STATEMENT  IS  TAKEN  FROM 


^Introduction  to  Military  Program  Management,  p . 2 , 

Guide  for  Program  Management, A i r Force  Systems  Command  Pamphlet 
8oO-3;  ^Andrews  Air  Force  Base:  Hq,  Air  Force  Systems  Command,  |4  May 

I97I),  P.  1-5. 
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A COMPARATIVE  DISCUSSION  ON  THE  RELATIVE  MERITS  OF  MANAGEMENT  BY 
Procedures  versus  Management  by  Objectives.  It  does  acknowledge 
THAT  THE  PROCEDURES  APPROACH  HAS  MERIT  IN  ORGANIZATIONS  WHERE  THE 
NATURE  OF  THE  TASKS  INVOLVED  DICTATE  THAT  DETAILED,  STEP-BY-STEP 
PROCEDURES  ARE  A MORE  EFFICIENT  MEANS  OF  ACCOMPLISHING  OBJECTIVES. 

A STATEMENT  MADE  BY  A NaVY  PROJECT  MANAGER  FURTHER  ACCENTUATES 
THE  ADVANTAGE  OF  USING  MANAGEMENT  BY  OBJECTIVES  IN  PROJECT  MaNAGEMEMT. 

He  asserted  that  a Project  Management  Office  cannot  be  run  by  formal- 
ized PROCEDURE.  The  project  objectives  must  be  set  and  outlined 
CLEARLY  BY  THE  PROJECT  MANAGER  TO  HIS  STAFF,  WHO,  IN  TURN,  MUST 
CARRY  OUT  THE  OBJECTIVES  ACCORDING  TO  THEIR  SPECIALITIES.  ThE  DUTY 
OF  THE  Project  Manager  then  is  to  reinforce  the  objectives  as  the 

ORGANIZATIONAL  AND  INDIVIDUAL  STYLES  NECESSITATE. 

As  STATED  IN  THE  INTRODUCTION  TO  THIS  STUDY,  PEOPLE  ARE  THE 
MOST  IMPORTANT  FEATURE  OF  PROJECT  MANAGEMENT.  The  NOTION  OF  PARTICIPA- 
TORY OR  TEAM  MANAGEMENT  IS  AT  THE  HEART  OF  THE  ENDEAVOR.  A DISTIN- 
GUISHED Department  of  Defense  official  cited  as  one  of  the  great 
CHALLENGES  TO  MILITARY  PROJECT  MANAGEMENT  THE  NEED  TO  BE  PEOPLE- 
ORIENTED  AND  PEOPLE-AWARE  IN  AN  ENVIRONMENT  THAT  CAN  EASILY  BE 
OVERWHELMING  WITH  ITS  HEAVY  ORIENTATION  TO  THE  PRODUCTION  OF  THINGS, 

I.E.,  TECHNOLOGICAL  ADVANCEMENTS.  ThE  RELIANCE  ON  THE  CREATIVITY 
AND  PRODUCTIVITY  OF  PROJECT  MANAGEMENT  PEOPLE  BECOMES  INCREASINGLY  j 

MORE  CRITICAL  WITH  THE  CURRENT  EMPHASIS  ON  THE  MAX  I MUM  I Z AT  I ON  OF 
INCREASINGLY  FEWER  RESOURCES,  BOTH  MONETARY  AND  HUMAN.  In  SHORT, 

THE  EMPHASIS  OF  PROJECT  MANAGEMENT  TODAY  MUST  CONCENTRATE  ON  THE 

I 

CRITERIA  OF  EFFECTIVENESS  AND  UTILIZATION  OF  PEOPLE,  AND  LESS  ON 
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TRADITIONAL  NOTIONS  Of  AUTHORITY  AND  PROCEDURE  TO  ACHIEVE  THE  ULTIMATE 
GOALS . 
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STAFFING  A PROJECT  MANAGEMENT  OFFICE 


We  have  arrived  at  the  question  that  is  the  eocal  point  of  this 

STUDY.  How  DOES  THE  PRINCIPLE  OF  MANAGEMENT  BY  OBJECTIVES  APPLY  TO 
THE  PROCESS  OF  STAFFING  AN  ArmY  PROJECT  MANAGEMENT  OFFICE^  RESEARCH 
ON  THE  TOPIC  REVEALED  A WEALTH  OF  MATERIAL  ON  THE  APPLICATION  OF 

Management  by  Objectives  to  the  staffing  procedures  that  would  be 

APPLICABLE  TO  PRIVATE  INDUSTRY,  BUT  VERY  LITTLE  THAT  COULD  BE 
DIRECTLY  APPLIED  TO  THE  CiVIL  SERVICE  SITUATION.  ThE  MATERIALS  USED 
IN  THIS  PORTION  OF  THl  STUDY  ARE,  THEREFORE,  MUCH  MORE  SUBJECTIVELY 
INFLUENCED  THAN  HAD  ORIGINALLY  BEEN  HOPED.  ThE  SITUATION  FOR  THE 
FUTURE,  HOWEVER,  SHOWS  PROMISE  IN  THAT  A GROWING  AWARENESS  AND  CON- 
CERN FOR  JOB  ENRICHMENT  PRACTICES,  DRAWING  IN  PART  ON  THE  USE  OF 

Management  by  Objectives,  is  becoming  evident  in  Civil  Service  per- 
sonnel ADMINISTRATION  AND  TRAINING  METHODS,  AT  LEAST  WITHIN  THE 

Department  of  Defense  sphere  of  influence.  Interviews  and  investi- 
gations INDICATE  A TREND  TOWARD  SUCH  PRACTICES  TO  THE  EXTENT  THAT  THE 

Department  of  the  Army  has  incorporated  the  objectives  approach  in 
SUPERVISORY  development  TRAINING  AS  WELL  AS  OTHER  AREAS. 

Although  a significant  amount  of  published  material  could  not 
BE  found,  a great  DEAL  OF  INFORMATION  HAS  BEEN  UNCOVERED  THROUGH 
nonattributive  interviews  AND  UNPUBLISHED  MATERIALS.  ThE  INTENT  OF 

Department  of  Defense  Directive  5OOO.I  is  highly  significant: 
Successful. . .MAJOR  defense  systems  are  primarily 

DEPENDENT  UPON  COMPETENT  PEOPLE....  RESPONSIBILITY 
AND  AUTHORITY  FOR  THE  ACQUISITION  OF  MAJOR  DEFENSE 
SYSTEMS  SHALL  BE  DECENTRALIZED  TO  THE  MAXIMUM 
PRACTICABLE  EXTENT....  ThE  DEVELOPMENT  AND  PRODUC- 
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TION  OF  A MAJOR  DEFENSE  SYSTEM  SHALL  BE  MANAGED  BY 
A SINGLE  INDIVIDUAL  (pROGRAM  MANAGEr)  WHO  SHALL  HAVE 
A CHARTER  WHICH  PROVIDES  SUFFICIENT  AUTHORITY  TO 
ACCOMPLISH  RECOGNIZED  PROGRAM  OBJECTIVES.'* 

It  BECOMES  APPARENT  THAT  THE  POSITION  OF  THE  DEPARTMENT  OF  DEFENSE 

RELATIVE  TO  PROGRAM  MANAGEMENT  IS  ONE  THAT  IS  ATTEMPTING  AS  MUCH  AS 

POSSIBLE  TO  RELIEVE  THE  CONFINING  NATURE  OF  MANAGEMENT  BY  PROCEDURES. 

It  would  SEEM  THAT  THERE  IS  A HIGH  DEGREE  OF  RECOGNITION  OF  THE  NEED 

TO  ALLOW  FOR  THE  FLEXIBILITY  TO  TAILOR  SPECIFICS  ACCORDING  TO  THE 

PECULIAR  REQUIREMENTS  OF  A GIVEN  PROGRAM.  ThIS,  TO  BE  SURE,  IMPLIES 

THAT  HEAVY  RELIANCE  IS  PLACED  ON  INDIVIDUAL  CREATIVITY  AND  THE 

RESPONSIBILITY  OF  THE  PERSONNEL  INVOLVED  WITH  THE  PROGRAM.  1n  SHORT, 

THE  Project  Management  team  is  given  an  objective  rather  than  a 

PROCEDURE  TO  FOLLOW.  RESEARCH  ATTEMPTING  TO  UNCOVER  MORE  SPECIFIC 
POLICY  TO  IMPLEMENT  THIS  ASPECT  OF  DODD  5OOO.I  HAS  NOT  PRODUCED  MORE 
def  in  it  IVE  GU  IDANCE. 

The  required  authority  for  staffing  Army  Project  Management 

Offices  emanates  from  the  Project  Manager’s  Charter.  Army  Regulation 

7O-I7  states  the  Charter  will  explicitly  define  the  source  of  the 

12 

PERSONNEL  AUTHORIZED  TO  THE  PROJECT  MANAGEMENT  OFFICE.  ThE 
REGULATION  GOES  ON  TO  STATE  THAT  "a  PROVISIONAL  PROJECT  MANAGEMENT 
OFFICE  WILL  BE  STAFFED  WITH  THE  MINIMUM  NECESSARY  TECHNICAL  AND 
ADMINISTRATIVE  PE RSONNE L . " ' 3 THESE  PERSONNEL  ARE  TO  BE  DETAILED  TO 

' 'Acquisition  of  Major  Defense  Systems,  Department  of  Defense 
Directive  5OOO.I  (Washington,  DC:  Department  of  Defense,  I3  July  I97')> 

p.  I . 

*^Research  AND  Development;  System/Project  Management,  Army 
Regulation  70"'7  (Washington,  DC:  Department  of  the  Army,  20  Nov 

1972),  p.  2-2. 

*3|bid,  p.  2-3. 
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THC  PROJECT  IN  THE  INITIAL  PHASE  OF  ESTABLISHING  THE  PROJECT  AND 


ORGANIZATION  IN  ORDER  THAT  THE  PROJECT  MAY  BEGIN  AS  SOON  AS  POSSIBLE. 

The  full  time  staffing  build  up  to  full  strength  will  eventually  be 
SET  FORTH  IN  THE  APPROVED  TaBLE  OF  DiSTIRBUTION  AND  ALLOWANCES  (TDA) 
that  will  ultimately  PROVIDE  THE  AUTHORIZED  STAFFING  LEVELS  FOR  THE 
Project  Management  Office. 

The  Project  Management  Charter  includes  the  preliminary  staffing 

REQUIREMENTS  WHEN  IT  IS  SUBMITTED  TO  THE  APPROPRIATE  LEVEL  FOR  APPROVAL. 

At  present,  there  is  no  definitive  regulation  or  procedure  in  existence 

WHICH  OUTLINES  A BASIC  PLAN  FOR  THE  ORGANIZATION  AND  STAFFING  OF  AN 

Army  Project  Management  Office.  The  organization  and  staffing  has, 

1 4 

TO  DATE,  BEEN  LEFT  TO  THE  DISCRETION  OF  THE  PROJECT  MANAGER.  A 
FREQUENTLY  RELIED  UPON  METHOD  TO  BE  USED  AS  A GUIDELINE  IN  THESE 
EFFORTS  HAS  BEEN  THE  MODEL  OF  THE  STRUCTURE  OF  PREVIOUS  PROJECT 
Management  Offices  through  attempting  to  use  similarities  where 
APPROPRIATE.  Given  the  basic  background  available  to  him,  the  Project 
Manager  must  set  about  defining  the  categories  of  professional 

SKILLS  WHICH  THE  PROJECT  WILL  REQUIRE  IN  ITS  MANAGEMENT,  DIRECTION 
AND  MONITORSHIP  ROLES.  FOLLOWING  THE  CONCEPT  OF  MINIMUM  STAFFING 

LEVELS  IN  Army  Project  Management,  the  Project  Manager  must  rely 
VERY  HEAVILY  UPON  THE  MaJOR  SUBORDINATE  (CoMMODITy)  COMMAND  WITH 
WHICH  HIS  PROJECT  IS  ASSOCIATED.  ThIS  MATRIX  TYPE  OF  ORGANIZATION 
CAUSED  THE  PROJECT  MANAGER  TO  RELY  ON  THE  COMMODITY  COMMAND  FOR  A 

*Vroject  Management;  Concepts  and  Policies,  Army  Materiel 
Comm  and  REouLATfoN  1 1 - 16,  Vol.  i (Washington,  DC:  Hq,  US  Army 

Materiel  Command,  Feb  p*  10.  (Hereinafter  referred  to 

AS  AMCR  11-16,  Vol.  I.) 
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GREAT  DEAL  OF  THE  TECHNICAL  AND  ADMINISTRATIVE  SUPPORT  THE  PROJECT 
REQUIRES.  Through  the  application  of  this  concept,  then,  the  Project 
Management  Office  staff  manage  the  objective  rather  than  perform 

ALL  OF  THE  FUNCTIONAL  TASKS  TO  BE  DONE.  ThE  VALUE  OF  THE  USE  OF 

Management  by  Objectives  is,  therefore,  inherent  to  this  type  of 

OPERAT I ON . 

The  actual  translation  of  the  skills  needed  by  the  Project 
Office  is  done  by  the  Project  Manager  into  the  Table  of  Distribution 
AND  Allowances.  This  document  contains  the  required  manpower  numbers, 
SKILL  SPECIALITIES,  AND  GRADE  LEVELS  NEEDED.  ThE  BASIC  SKILLS 
INHERENT  TO  ArmY  PROJECT  MANAGEMENT  OFFICES  ARE  ENGINEERING-SCIENCE, 
COMPTROLLERSH I P,  EQUIPMENT  SPECIALIST,  PROCU REMENT- PRODUCT  I ON,  SUPPLY, 

IS 

AND  QUALITY  ASSURANCE  CAREER  FIELDS.  OnCE  THE  REQUIREMENTS  HAVE 
BEEN  DETERMINED,  JOB  DESCRIPTIONS  DELINEATING  THE  CAREER  SPECIALTIES 
AND  GRADE  LEVELS  REQUIRED  ARE  PREPARED  AND  SUBMITTED  IN  SUPPORT  OF 
THE  REQUEST  FOR  APPROVAL  OF  THE  TaBLE  OF  DISTRIBUTION  AND  ALLOWANCES. 

The  STAFFING  REQUEST  IS  SUBMITTED  THROUGH  CHANNELS  TO  HEADQUARTERS, 

1 6 

us  Army  Materiel  Command  for  review  and  approval. 

Upon  obtaining  approval  of  the  Table  of  Distribution  and 
Allowances  for  the  Project  Management  Office,  the  most  critical 

PHASE  OF  STAFFING  THE  ORGANIZATION  TAKES  PLACE,  THE  ACTUAL  RECRUITMENT 
AND  SELECTION  OF  PERSONNEL.  SlNCE  THIS  STUDY  IS  ORIENTED  TOWARD 

THE  Civilian  personnel  process,  that  is  the  phase  which  will  be 


*5Army  Civilian  Career  System  for  Stafmng  Project  Management 
Offices,  Civilian  Personnel  Regulation  CP2,  (Washington,  DC:  Depart- 

ment OF  THE  Army,  3'  October  1963)^  pp«  ^"5*  (Hereinafter  referred 
TO  AS  CPR  CP2.) 


’Ibid. 
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ADDRESSED.  HoWEVER,  IT  SHOULD  BE  RECOGNIZED  THAT  THERE  IS  A CONCURRENT 


PROCESS  FOR  STAFFING  THE  MILITARY  POSITIONS  IN  THE  ORGANIZATION. 

To  DATE,  THE  ONLY  PUBLISHED  GUIDANCE  ON  CIVILIAN  RECRUITMENT 
AND  STAFFING  SPECIFICALLY  APPLICABLE  TO  PROJECT  MANAGEMENT  IS  ArmY 

Materiel  Command  Regulation  II-I6,  Vol.  I.  It  states  that  the  Project 
Manager  "will  use  the  existing  talents  and  strengths  available  to 

.,17 

HIM  WITHIN  THE  FUNCTIONAL  ORGANIZATIONS  OF  AMC . INFORMATION 

OBTAINED  FROM  INTERVIEWS  INDICATES  THAT  THE  MOST  SUCCESSFUL  AND  FAST- 
EST METHOD  USED  BY  PROJECT  MANAGERS  IS  THROUGH  THE  RECRUITMENT  OF 
PERSONNEL  WHO  ARE  KNOWN  TO  THEM.  SeVERAL  SOURCES  FOR  SUCH  PERSONNEL 
ARE  OTHER  PROJECT  MANAGEMENT  OFFICES  WHICH  HAVE,  OR  ARE  SOON  TO  HAVE, 

AN  EXCESS  OF  PEOPLE  DUE  TO  PHASE-OUT,  REDUCTIONS,  ETC.,  AND  THE  ELEMENTS 
WITHIN  THE  SUPPORTING  FUNCTIONAL  COMMAND  WHICH  MAY  HAVE  AVAILABLE 
PERSONNEL  FOR  A VARIETY  OF  REASONS. 

Another  source  of  candidates  for  the  organization  is  to  obtain 

LISTINGS  OF  PERSONNEL  FROM  THE  SUPPORTING  CIVILIAN  PERSONNEL  OFFICE. 

CPR  CP2  PROVIDES  FOR  A CENTRAL  INVENTORY  FILE  OF  EMPLOYEES  WHO  ARE 
REGISTERED  IN  CAREER  FIELDS  WHICH  ARE  APPLICABLE  TO  PROJECT  MaNAGE- 

18 

MENT.  These  personnel  are  not  required  to  be  in  Project  Management. 
They  are  grades  GS-9  and  above  who  have  given  evidence  of  career 

ADVANCEMENT  POTENTIAL.  A SOUND  WORKING  RELATIONSHIP  WITH  THE 

Civilian  Personnel  Office  will  help  the  Project  Manager  surface  more 
GOOD  candidates  WITH  BACKGROUNDS  SUITABLE  TO  HIS  REQUIREMENTS. 

'TAMCR  11-16,  VoL.  i,  P.  II. 

'8cpr  cp2,  p.  6. 
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Another  source  of  candidates  is  through  the  screening  of 

PEOPLE  FROM  A VARIETY  OF  ORGANIZATIONS  WHO  MAY  HAVE  TENDERED  APPLI- 
CATIONS FOR  JOBS  IN  THE  PROJECT  MANAGEMENT  OFFICE.  RESEARCH  INDICATES 
A VARIETY  OF  OPINION  ON  THE  MERIT  OF  THIS  METHOD,  BUT,  AGAIN,  LIKE 

•9 

ANY  OTHER  SOURCE,  THERE  ARE  NO  GUARANTEES  OF  SUCCESS  OR  FAllLURE. 

Once  the  Project  Manager  has  determined  a sufficient  number 
OF  candidates  are  available,  he  may  begin  the  selection  process. 

Even  in  the  formulative  stages,  the  Project  Manager  has  probably  been 

MAKING  INITIAL  CHOICES.  HoWEVER,  FORMAL  SELECTION  PROCEDURES  SHOULD 
INCLUDE  PERSONAL  INTERVIEW  BY  THE  PROJECT  MANAGER.  ONLY  THROUGH  THE 
INTERVIEW  CAN  HE  CONVEY  HIS  REQUIREMENTS  AND  OBJECTIVES  TO  POTENTIAL 
CANDIDATES  AND  OBTAIN  THEIR  RESPONSES.  FREQUENTLY  THE  PROJECT 

Manager  may  wish  to  obtain  recommendations  from  other  managers, 

PREFERRABLY  ONES  WITH  WHOM  HE  HAS  SOME  PERSONAL  RAPPORT.  He  MUST 
BE  CAREFUL  IN  SO  DOING  SINCE  THE  RECOMMENDING  MANAGER  MAY  TAKE  IT  AS 
AN  OPPORTUNITY  TO  RIO  HIMSELF  OF  PROBLEM  PERSONNEL.  DURING  THE  SEL- 
ECTION PROCESS,  THE  PROJECT  MANAGER  SHOULD  BE  AWARE  OF  THE  FACT  THAT 
THE  OBJECTIVES  OF  THE  PERSONNEL  BEING  INTERVIEWED  AND  HIS  OWN  MAY 

NOT  NECESSARILY  BE  THE  SAME.  PREVIOUS  RESEARCH  HAS  INDICATED  THAT 

20 

FREQUENTLY  MANAGERS  ASSUME  THE  TWO  TO  BE  EVIDENT  AND  EQUAL.  ThIS 
OPINION  COULD  LEAD  TO  SERIOUS  MISUNDERSTANDINGS  LATER.  The  PROJECT 

Manager  should  be  sure  of  his  own  objectives  and  needs  and  make 

CERTAIN  THAT  UNDERSTANDING  ON  THESE  MATTERS  IS  REACHED  WITH  THE 

I 9 

^Alfred  E.  Banholzer,  II,  A Study  of  the  Personnel  Selection 
Process  Used  Within  a Program  Office,"  (unpublished  study.  Defense 
Systems  Management  School,  1972)^  p.  6. 

I B I D , p.  10. 
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PROSPECTIVE  EMPLOYEE.  An  IMPORTANT  ASPECT  OF  THIS  PROCESS  IS  THAT 
HE  MUST  SELL  HIS  PARTICULAR  PROJECT  AND  THE  MANAGEMENT  BY  OBJECTIVES 
APPROACH  TO  THE  CANDIDATE.  EXPERIENCE  INDICATES  THAT  THIS  FACTOR 
IS  NOT  ALWAYS  UNDERSTOOD.  By  NATURE,  PROJECT  MANAGEMENT  IS  A RATHER 
RISKY  VENTURE  FOR  CIVILIAN  PERSONNEL  DUE  TO  THE  UNCERTAINTY  OF  THE 
LENGTH  OF  THE  PROJECT.  ThIS  ASPECT  WILL  BE  ADDRESSED  IN  MORE  DETAIL 
LATER  IN  THE  PAPER.  SUFFICE  NOW  TO  SAY  THAT  THE  SELLING  POINTS 
USUALLY  STRESSED  SUCH  AS  PERSONAL  ADVANCEMENT,  APPEAL  TO  THE  DESIRE 
FOR  CAREER  ADVANCEMENT,  AND  INDIVIDUAL  CHALLENGE  MAY  NOT  BE  SUFFICIENT. 

However,  if  these  selling  point  are  presented  within  the  overall 
Management  by  Objectives  context,  their  appeal  to  people  who  will 
RESPOND  TO  that  MANAGEMENT  TECHNIQUE  - THE  KIND  OF  PERSONNEL  NEEDED 
IN  A PROJECT  - SHOULD  BE  OF  SIGNIFICANT  STRENGTH  IN  OBTAINING  THOSE 
I ND  I V I DUALS . 
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CONSTRAINTS  IMPOSED  BY  THE 


Ik. 


CIVIL  SERVICE  ENVIRONMENT 

As  IN  ANY  OTHER  AREA  OF  HUMAN  ENDEAVOR,  STAFFING  A PROJECT 

Management  Office  is  not  without  attendant  problems.  To  this  point, 

THIS  STUDY  HAS  EMPHASIZED  THE  MERITS  OF  MANAGEMENT  BY  OBJECTIVES  AND 
HAS  HELD  IT  TO  BE  AN  OBJECTIVE  WHICH  SHOULD  BE  UPPERMOST  IN  CONSIDER- 
ATION WHEN  STAFFING  AN  ArMY  PROJECT  MANAGEMENT  OFFICE.  A CONSENSUS 
OF  THOSE  MANAGERS  INTERVIEWED*  AND  OF  RESEARCH  MATERIALS  COVERED 
HAS  PROVIDED  AN  OPINION  THAT  THE  OBJECTIVE  IS  NOT  EASILY  OR  ALWAYS 
ATTAINED.  ThE  FOLLOWING  DISCUSSION  WILL  HIGHLIGHT  CERTAIN  OF  THE 
REASONS  FOR  THAT  PROBLEM. 

One  of  the  major  problems  facing  the  Project  Manager  as  well  as 

OTHER  AREAS  OF  STAFFING  HAS  SEEN  POINTED  OUT  BY  A MEMBER  OF  THE 

General  Accounting  Office  who  stated: 

We  ARE  of  the  opinion  that  in  an  optimum  situation  the 
manager  at  the  operating  level  should  be  authorized  to 
carry  out  a well-defined  program  without  restraints  as  21 
TO  the  nature  or  source  of  manpower  resources  he  applies. 

The  writer  realizes,  however,  that  within  the  Civil  Service,  manpower 
adjustments  are  generally  related  to  rather  arbitrary  personnel 
CEILINGS  or  fund  AVAILABILITY  LIMITATIONS  RATHER  THAN  ACTUAL  MAN- 
POWER REQUIREMENTS.  SlNCE  THE  PROJECT  MANAGER  HAS  NO  CONTROL  OVER 
SUCH  CAPRICES,  HE  MUST  ATTEMPT  TO  DO  HIS  BEST  WITHIN  THE  CONSTRAINTS 

2 I 

Charles  M.  Bailey,  "GAO  Interest  and  Involvement  in  Defense 
Manpower  Problems,"  GAO  Review.  Fall,  I970>  pp*  32-33* 

*See  Bibliography 
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BY  INSURING  THAT  HE  HIRES  THE  BEST  POSSIBLE  PERSONNEL.  EvEN  AT  THAT, 

HOWEVER,  HE  IS  PACED  WITH  OTHER  CONSTRAINTS.  AMCR  I I - 1 6,  VoL.  I, 

22 

STRESSES  THE  NECESSITY  FOR  SPEEDY  STAFFING  OF  THE  ORGANIZATION 
WHICH  IS  ALSO  IMPLIED  BY  THE  URGENCY  TO  PRESS  INTO  STARTING  THE 
PROJECT  ON  ITS  WAY.  ThE  PITFALLS  OF  SUCH  HASTINESS  ARE  ALL  TOO 
APPARENT.  Experienced  personnel  managers  have  indicated  that  the 
PROCESS  OF  selection  IS  NOT  SOMETHING  THAT  SHOULD  BE  DONE  HURRIEDLY 
SINCE  THE  PROCESS  IS  EXTREMELY  DIFFICULT  TO  REVERSE  IF  ERRORS  ARE 

2R 

MADE.  An  added  problem  IS  THAT  THE  PROJECT  MANAGER  IS  FREQUENTLY 

NOT  WELL  VERSED  IN  CIVILIAN  PERSONNEL  PRACTICES  AND  OFTEN  RELIES  ON 

OTHER  PERSONS,  WHOSE  INTERESTS  MAY  NOT  BE  THE  SAME  AS  HIS, TO  ASSIST 

pii 

HIM  IN  SELECTION,  A SOLUTION  TO  THIS  PROBLEM  IS  THAT  THE  PROJECT 

Manager  must  become  familiar  with  Civilian  personnel  practices  and 

2S 

MUST  CULTIVATE  THE  SUPPORT  OF  THE  CIVILIAN  PERSONNEL  OFFICE.  As 
PREVIOUSLY  STRESSED,  SINCE  PEOPLE  ARE  THE  MOST  IMPORTANT  SINGLE 

ASSET  TO  Program  Management,  the  Program  Manager  must  utilize  all 

THE  TIME  HE  CAN  TO  CONCENTRATE  ON  THE  PERSONNEL  SELECTION  PROCESS. 

Project  Managers  frequently  encounter  resistance  from  the  func- 
tional MANAGERS  WHO,  QUITE  UNDERSTANDABLY,  ARE  RELUCTANT  TO  LOSE  GOOD 
PEOPLE,  THE  VERY  ONES  THE  PROJECT  MANAGER  WANTS.  INDICATIONS  ARE 

22aMCR  I l-l6,  VoL.  I,  p.  II. 

^^NonATTRIBUTABLE  INTERVIEW  CONDUCTED  ON  13  ApR I L 1973* 
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THAT  OVER  THE  YEARS  A SENSE  OF  RIVALRY  HAS  EXISTED,  LARGELY  DUE  TO 
PERSONNEL  ACQUISITION.  ThE  NOTION  OF  SALESMANSHIP  IS  IMPORTANT 
UNDER  THESE  CIRCUMSTANCES,  AND  THE  PROJECT  MANAGER  MAY  HAVE  TO  SELL 

HIS  Commanding  Officer  as  well  as  the  other  functional  managers  and 

27 

THE  PROSPECTIVE  EMPLOYEE. 

As  REFERENCED  EARLIER,  THE  PROJECT  MANAGER  FREQUENTLY  MUST  CON- 
VINCE CANDIDATES  THAT  WHAT  HE  HAS  TO  OFFER  IS  WORTHWHILE  FOR  THEM. 

The  Project  Management  field  is  really  a "career  sideline"  for  Civil- 
ians DUE  TO  THE  SHORT-TERM,  TEMPORARY  NATURE  OF  A PROJECT.  The 
probability  of  encountering  difficulty  in  getting  reinstated  in  his 
FUNCTIONAL  CAREER  FIELD  UPON  COMPLETION  OR  TERMINATION  OF  THE  PRO- 

r 28 

JECT  WILL  CREATE  RELUCTANCE  IN  CIVILIAN  EMPLOYEES.  To  DATE,  HOW- 
EVER, Army  Project  Management  has  enjoyed  a very  good  record  in  making 
SURE  THAT  THERE  IS  A MINIMUM  OF  PERSONAL  DISCOMFORT  IN  THE  READJUST- 
MENTS REQUIRED  BY  PROJECT  MANAGEMENT .^9 

In  THE  EARLY  STAGES  OF  ESTABLISHING  AN  OFFICE,  CIVILIAN  PER- 
SONNEL regulations  ALLOW  FOR  THE  USE  OF  DETAILS  AND  TEMPORARY  PRO- 
MOTIONS, BUT  THESE  METHODS  ARE  ONLY  TEMPORARY  AT  BEST  SINCE  THERE 
ARt  SPECIFIC  LIMITATIONS  PLACED  ON  THE  LENGTH  OF  TIME  THEY  MAY  BE 

employed.  Since  it  is  important  that  continuity  in  the  project  be 

MAINTAINED,  THESE  TEMPORARY  MEANS  OF  OBTAINING  PER30NNAL  SHOULD  BE 


26NoNATTR I BUTABLE 

1 NTERV 1 EW 

CONDUCTED 

ON 

19  April 

1973. 

^^NoNATTR I BUTABLE 

1 NTERV 1 EW 

CONDUCTED 

ON 

1 3 Apr  I L 

1973. 

28. 

Ibid. 

^^NoNATTR I BUTABLE 

1 NTERV 1 EW 

CONDUCTED 

ON 

19  Apr  1 L 

1973. 
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KEPT  TO  A MIN  I MUM 
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The  establishment  of  the  Table  of  Distribution  and  Allowances 

FOR  THE  OFFICE  PREVIOUSLY  DISCUSSED  CAN  PRESENT  PROBLEMS.  1f  THE 
CAREER  SERIES  AND  GRADE  LEVELS  ARE  ESTABLISHED  WITHOUT  REGARD  TO 
AVAILABILITY  OF  DESIRABLE  PERSONNEL  TO  FILL  THE  POSITIONS  CREATED, 

THE  Project  Manager  may  discover  that  he  is  too  restricted  in  his 

SELECTION  OF  PERSONNEL.  ThIS  PROBLEM  IS  PARTICULARLY  ACUTE  IN  TODAY'S 
ENVIRONMENT  OF  RESTRICTED  PROMOTIONAL  CAPABILITY.  EvEN  IN  TIMES 
WHEN  PROMOTION  POLICY  IS  MORE  LIBERAL,  CIVILIAN  PERSONNEL  PRACTICES 
REQUIRE  COMPETITIVE  PROMOTION  WHICH  MAY  BE  A HINDRANCE  TO  OBTAINING 

31 

THE  PERSONNEL  THE  PROJECT  MANAGER  DESIRES. 

The  fact  that  Project  Management  is  not  a Civilian  career  field 

IN  ITSELF  NECESSITATES  THAT  PERSONNEL  BE  SELECTED  FROM  SPECIFIC 
CAREER  SPECIALITY  FIELDS,  ThE  PROJECT  MANAGER  SHOULD  BE  COGNIZANT 
OF  THE  FACT  THAT  SUCH  SPECIALIZATION  COULD  PRESENT  BOTH  OPERATIONAL 
AND  TRAINING  PROBLEMS  IN  A PROJECT  MANAGEMENT  ORGANIZATION,  SINCE 
THE  JOB  REQUIRES  ABILITIES  TO  PERFORM  A VARIETY  OF  DUTIES  AND 
RELATE  TO  OTHERS  IN  A MANAGEMENT  BY  OBJECTIVES  ENVIRONMENT.  CARE- 
FUL SCREENING  OF  PROSPECTIVE  CANDIDATES  SHOULD  HELP  TO  SURFACE 
THOSE  INDIVIDUALS  WHO  CAN  PERFORM  BEST  UNDER  SUCH  CONDITIONS. 

In  today's  ENVIRONMENT,  REGULATIONS  THAT  REQUIRE  THE  SELECTION 
OF  PERSONNEL  FROM  LISTS  OF  EXCESS  PERSONNEL  WHC  HAVE  BEEN  DISPLACED 
BY  MANPOWER  REDUCTIONS  PRESENT  A PROBLEM  TO  PROJECT  MANAGERS. 

^^NoNATTR I BUTABLE  INTERVIEW  CONDUCTED  ON  I3  ApR I L 1973* 

31  Ibid. 
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The  problem  may  be  no  problem  at  all  in  individual  situations. 
However,  the  regulatory  requirement  may  well  reduce  his  ability  to 
SELECT  those  INDIVIDUALS  WHO  WILL  BE^T  FUNCTION  WITHIN  THE  MANAGE- 
MENT BY  Objectives  atmosphere.  Consequently  the  Project  Manager 

WOULD  BE  WELL  ADVISED  TO  FOSTER  CLOSE  CONTACT  WITH  CIVILIAN  PER- 
SONNEL EXPERTS  TO  ASSESS  HIS  PREROGATIVES  UNDER  THOSE  CIRCUMSTANCES. 
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CONCLUSIONS  AND  RECOMMENDATIONS 


Throughout  the;  process  of  gathering  resource  materials  and 

WRITING  THIS  STUDY,  IT  HAS  BECOME  INCREASINGLY  EVIDENT  THAT  THE  PRIN- 
CIPLE OF  Management  by  Objectives  fits  extremely  well  in  the  environ- 
ment POSED  BY  Army  Project  Management.  It  has  also  become  evident 

THAT  THE  USEFULNESS  OF  THE  PRINCIPLE  IS  DEPENDENT  UPON  THE  ABILITY 
TO  OBTAIN  AND  RETAIN  PERSONNEL  IN  THE  ORGANI7ATION  WHO  ACCEPT  THE 
CHALLENGE  PRESENTED  BY  ArMY  PROJECT  MANAGEMENT,  AND  WHO  ARE  CAPABLE 
OF  ACCEPTING  THE  CHALLENGES  OF  THE  MANAGEMENT  BY  OBJECTIVES  APPROACH. 

For  the  Civil  Service  personnel  in  the  organization  and  those  who 

ARE  CANDIDATES  TO  BECOME  A PART  OF  A PROJECT  MANAGEMENT  ORGANIZATION, 
CERTAIN  DIFFICULTIES  ARISE. 

The  requirement  to  take  speedy  action  to  staff  the  office  can 

CREATE  LIMITATIONS  FOR  THE  PROJECT  MANAGER  IN  OBTAINING  THE  CIVILIAN 
PERSONNEL  HE  DESIRES.  ThE  PROJECT  MANAGER  MAY  ALSO  ENCOUNTER  PROB- 
LEMS DUE  TO  THE  RESTRAINTS  PLACED  ON  PROMOTION.  In  ADDITION  TO 
RESISTANCE  FROM  FUNCTIONAL  MANAGERS  WHO  DO  NOT  WANT  TO  LOSE  GOOD 
EMPLOYEES,  THE  PROJECT  MANAGER  MAY  NEED  TO  SELL  THE  ADVANTAGES  OF 
Project  Management  to  the  potential  candidate.  The  short-term  nature 
OF  Project  Management  can  cause  reluctance  on  the  part  of  civilians 

WHO  MAY  HAVE  DIFFICULTY  IN  BEING  REINSTATED  IN  THEIR  FUNCTIONAL 
CAREER  FIELD  UPON  COMPLETION  OR  TERMINATION  OF  THE  PROJECT.  1t  IS 
APPARENT  THAT  A SYSTEM  AS  ALL  ENCOMPASSI  NG  AS  THE  CiVIL  SERVICE  SYSTEM 
CANNOT  CATER  SPECIFICALLY  TO  THE  NEEDS  OF  ONE  OR  TWO  SPECIAL  CASES. 

It  is  NECESSARY,  THEREFORE,  FOR  THOSE  PARTICULAR  APPLICATIONS  SUCH  AS 
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Project  Management  to  learn  to  adapt  to  the  system  with  which  it 

MUST  WORK. 

It  is  likely  that,  in  the  future,  organizations  will  continue  to 

BECOME  more  FLEXIBLE  IN  THE  MANAGEMENT  SYSTEMS  THROUGH  THE  CONTIN- 
UANCE OF  THE  TREND  TOWARD  LESS  SPECIALIZATION,  A WIDER  VARIETY  OF 
TASK  ASSIGNMENTS  AND  LESS  WELL-DEFINED  POSITIONS  AND  FUNCTIONS.  IF 
THAT  SAME  TREND  CONTINUES  TO  BE  UTILIZED  IN  ArMY  PROJECT  MANAGEMENT, 

I A MORE  RESPONSIBLE  AND  FLEXIBLE  PERSONNEL  SYSTEM  FOR  CiVIL  SERVICE 

STAFFING  NEEDS  WILL  BE  REQUIRED.  If  THE  ArmY  IS  TO  TAKE  FULL  ADVAN- 
TAGE OF  THE  MANAGEMENT  PHILOSOPHIES  OF  THE  FUTURE,  AND  FULLY  UTILIZE 
techniques  such  as  Management  by  Objectives,  it  must  become  a leader 
IN  SEARCHING  FOR  WAYS  TO  MAKE  THE  CIVILIAN  PERSONNEL  SYSTEM  ASSIST 
IN  ACHIEVING  THESE  GOALS. 
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